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|
MEMORANDUM FOR THE RECORD =~ R
- SUBJECT: Charter of the Product Review Division (PRD) of the
. Intelligence Community Staff

The Mission of PRD is not defined in any one document. But various
-official papers do describe the funétions and objectivés of the Division, as’ -
determined in the first instance, rather broadly, by the President (for the

- DCI); then, fairly specifically, by the DCI (for the D/DCI/IC): and finally, =

quite explicitly, by the D/DCI/IC (for PRD). Appropriate quatations frorm,
these papers, and from onec additional DCI study, ‘are listed at Annex,
‘arranged according to source. An interpretive summary based on these
.quota‘tions and arranged by principal functior;--produc-t’.review, product
impfovenwnt, and structural improvement--is provided below,

PRD Charter’

Product Review: PRD is responsible for reviewing and evaluating
the performance of the Community as a producer of finished intelliger o,

o ==PRD must assess the adequacy and timeliness of reporting,
the quality of presentation and analysis, and the responsiveness
of the intelligence product to the consumers’ nceds,

It must review the effectiveness of the Community as a
éonveyor of warning and as a provider of vital information during
periods of crisis, '

el ';";It'n*iu’:é;t} in clése association With'f';'h'év NIOs,. continue to
contribute to the refinemont of Key Intelligence Questions (KIQ),

spur the development of the process which accompanies the KIQ
'procedu'rc, and in gencral monitor the entire KIQ system.

o Product Improvement: - Pursuant to its review activities, PRD, in
cooperation with other elements of the Community, is charged with pro- oo
- posing and implcmenting diverse measuzes to imnraove fhe utility and ‘25X

had quality of finished intelligence.
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~=~It should recommend ways to providc high~level consumers
with better, more timely, and less redundant products.
' !
~==Jt should continue to develop the concept of the "Family of
National Products' and cncourage the adoption of specific proposals
growing out of this concept, as it applies both to serial 1ntclhgencc
production and production during crises,

-~It should make proposals concerning the revamping of
Warning mechanisms, procedurcs, publications, and doctrines.

~-~It should establish-a Con'umunlty cffcnt to 1n1p1 ove ana]ytlcal
methods.’ ’ ‘

.==It. should develop regular systems (for implementation by the
NIOs) to.ensure that serious divergent points of view are properly -
expressed in finished products, and it should formulate ways to
introduce syetematic challenge proccdurcs into the Community's

_ .delibe,rations. C

- _ . =-It should help the (‘onn'nun:ty s production agencies to nnprovc
©_ publication formats and production procedures.

-~It should scek means te strengthen the Community's analyticeal
rcsources, principally by finding ways to develop the most propitious
working environments, the most c¢ffective personnel roanagerent,
and the highest.p :sablc level of individual competence.-

Structural Improvement: PRD, in its cfforts to improve produc,t is
:responsﬂ)le for concerning itself with those organizational-issues and’
problems which affect the quality and timeliness of finished product:on.

3

~-~PRD must devise ways and means to ensurc that unnccessary
production activities are eliminated and that the C.omrnunlty aahcrcs
“to a ratlonal d1v1s1on of 1abor. ' : .

# ~~It must-éncourage.thic formation of a closer and more fruitful
reclationship between the producers and the collectors of intelligence.
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The PRD Charter Relevant Quotatlons from Off1c1a1 Documents

l.  The President's directive of November 1971 specifies inter
alia that:

The responsivencss of the US intelligence effort with
respect to national requirements must be subject to
continuing review,

-As 51g11ment of 1nte111gence functions within the commun1ty
must be 1ev1e\ved and revised to eliminate 1ncf11clc,nt
".‘:,-unnecessary or outrnodcd activities. .’

'I‘he quahty, scope a.nd timeliness of the connnunlty s
product must be improved.

2; “In response to this dircctive, the DCI committed himself on
6 September 1973, inter alia, to:

Through the NSCIC, determine by December 1, 1973 which
national intclligence products satis{y user neceds and identify
new product requirements.

Achieve significant improvements in product formats and
production procedures to increase responsivencss early

_1n19?4 o - ‘
EStabllC:h by Deecember 31, 1973 procedures to enable the
NSCIC and my own staff to review the responsiveness and
quality of the community's product,

T Review 'pi'b"grarhs to upgrdde ‘the qua'lit'yr of 'inté‘lvlligcnce

. 'personnel and 1rnprove pcrsonnel 1nana.ge1nent 111 the
e comrnunﬁ:y A

‘Undertake specific studies to evaluate the intelligence

..product and its worth to the consumer and eliminate .

“intelligence’ collcc’uon and production effort of mar ginal
usefulness,

" Undertake selective review during the next 18 months

‘ Appr@f/éhqtépﬂam 2004703116 Lol A-RDPBOMO1 93340006009 9001 1sion
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of labor and increase the number of services of common
concern performed within the cornmunif:y:

ke .
L)

: NEICTEI SUPR .'. B TR T
IRESEET R P AR AL R il

. Indlcatlons and warnmd 1nte111gence

= ELINT processing and exploitation
« Current intelligence reporting

- = HUMINT operations and foreign service
reporting

Identify during the second quarter of FY 1974 the current
needs of the users of foreign economic intelligence,

3, The DCI's Letter of Instruction to the D/BCI/IC of 13 March
1974 states that the IC Staff would be responsible for the implementation
of many of the commitments listed above., Specifically, in areas of
concern to PR, the IC Staff would:

Establish and maintain a procedure for the evaluation of
community efforts in analysis and production, collection
and processing, and resource utilization.

Insure the evaluation of the utility of community intelligence
products and advise me and the NIOs of ways and means to
improve them,

Provide a focal point for DCI planning activity for the
community and for the drafting and circulation of appropriate
DCI guidance papers including the DCI Perspectives.

Establish a coordinated community effort to improve analytical
methods and to improve the quahty and acceptability of outside
substantive rescarch. -

4, The D/DCI/IC in his turn instructed the Product Review Division
(1n his Letter of Instruction of 15 March 1974) to:

Create and maintain a staff representative of the Community
capable of creating 'and maintaining procedures for evaluating

. Community cfforts in analysis and production, and establish
systems to perform this function effectively.
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Determine and assist in the implementation of ways to
improve the Community's performanco in the area of
f1n1shed analytlcal mtelllgence.

Play an active role in the continuing process of refining
. Key Intelligence Questions and in the use of KIQs by the
NIOs to evaluate Community performance.

Formulate and gain acceptance of ways to introduce a
systematic challenge mecchanism into the workmgs of
the flnlshed 111tc111g(.nce comlnunlby

Continue to"develop the co_ncept of the I*‘amiiy of National
.. Products and to-encourage the adoption of specific recom=- - . -
. mendations growing out of this concept, as it applies both
to the regular, scrial production of finished intelligence
and to the production of intelligence in times of crisis,

Specifically concerning the latter, assess the performance
of the Community in tirnes of crisis and recommend ways
to provide high-level consumers with better, more timely,
and less redundant products (including warning notices)
during such periods. ' '

Establish and chair a coordinated Community cffort to
improve analytical methods and the quality and acceptabilily
of outside (contract) research.

By i Finally, in a Repolt submitted to the NSGIC in Déceriber 1973} © -

thc DCI char ged the IC Staff (and others) with a variety of actions.
~Among them: : -

In cooperation with appropriatc agencics, offices, and
commitltees, the IC.Staff will sponsor and chair, perhaps
on an annual basis, a revicew of collection products in
~terms of their format, timeliness, assigned prioritics,
and general usefulness to analytical consumers. Emphasis
in this review will be placed on means to help consumers
.. understand the significance of information provided to them. -

. ‘
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DDO/CIA will sceks ways to provide less cryptic
data concerning the reliability of sources and
reports, consider the provision of more extensive
evaluations of contents, and--together with production
officers--develop procedures and incentives for

. increasing contacts and ''cross-talk' between Community
analysts and DDO officers.

NSA will investigate ways to highlight significant
items and patterns drawn from its own COMINT
and IIILINT product, for the benefit of the ana'lly-{:ical
community. T : !

NPIC will also identify addltlonal means to. spermit it -
rapld]y to’ hlghllght the <'1g111f1cance of its’ own product
for analysts. '

The IC Staff will review the existing system of collection
requirements in terms of its abjlity to respond quickly and
effecctively in crisis situations. This review will concentraie
on the identification of the principal questions which need to
be answered during a crisis, It will lead to the establishiment
of a system which would-~through person-to-person contacts
and lively exchanges of information and opinions~-promote
the scarch for actual information and the formulation of
analytical judgments; such a system will not try to assess

the data as it arrives or scck to draw up formal lists of
requircxnents.
The Conlmunu.y as a whole wﬂl establlsh a common dlert
mecchanism to deal with crisis situations. | /

T, .
{v<-.

IC Shff w1th all a,gcncy part1c1pa‘c10n, w111 dcvelop regular -

systems to be nnplbmentcd by the NIOs to ensure that serious

chvergent points ‘of view and conflicting elements of information

not be submerged by managerial fiat or the mcchanlorn of
remforcmg consensus.

Such systems will be charged in addition with ensuring
that in a crisis the analytical community is aware of
the significance collectors attach to the information
.- being provided.
Approved For Release 2004/03/16 : CIA-RDP80M01133A000600190011-1
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Such systems will also be charged with ensuring the
. establishment of means to provide the views of devils'
advocates, adversary procedures, and the useof
--gaming techniques as approprlate. N

A system will be cstablished for the regular, perhaps
periodic, review of NIEs and SNIEs to determine if
updated and revised versions should be issued, such
reviews and such issuances to help the analytical
comununity to focus on key problr‘lns and to recall
previous wis dom,

The architects of these systerhs will be responsible
. for the sctting up of regular procedures for the exchange
" of substantlve views, 1deas, and 1nforma,t1on within the
Community, perhaps in normal times through periodic
sceminars, in times of crisis through clectr onic means.

A community ~wide review will'be undertaken under the 1C Staff
to determinge the advisability of revamping edisting warriug
mechanisms, procedures, publications, doctrines, and analyiical
methodologics; and to study ways to assign a clecar warning
function to production offices and analysts; and to recommend
ways to establish clca1 gnudc]lneq for systernatic presentation

of probability.

The Community will consider the adoption of a coherent
national family of products for publication during periods
.. of crisis, so as to prov1dc hlgh level consumers with..
"'frcquent asécssments and with warning adwsm ics as
appropriate, and so as to create a system which would
ensure rapid coordination and the cffective expression
of any important divergencies of view,

. - . s B T L
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AND ESTIMATED MANPOWER APPLICATION

STAFF ELEMENT: HUMINT BRANCH

.. Group 1

' Group 2

CATEGORY ~ PROJECT DESCRIPTION

9.1 .Direct HSC Support ,
9.1 Other DCI Leadership/Direction HUMINT Support
9.1 ~ PFIAB Support
9.1 ‘ DCI USIB Support
9.1, 9.5. Joint (CIA/DOD) Staff Action
foint Agreements) -
9.2, 9.3 . Planning (National Human Source Plan)
9.3 Resource Management/Allocation Matters
| letc. :
9.4 FOCUS Assessments and Management Follow-up’
9.2, 9.3 Human'Perfé?mance Evaluation (FOCUS)
9.2, 9.3 Staff Supbort Military Humint (CICAG), etc.
9.1 ‘Senate and House Select Committee

~ Requests/Briefings

o
‘)

 ANTIHTUT
GERFIBENT AL
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'TASK ACTIVITIES OF THE ICS FOR FY 1976 BY PRIORIT

Y

EST. MANHOURS

1070

250
100
90

60

770
600

600
320
310
250

(3)

S (3)
(3)

(3)
(2)

(3)
(3)

(3)
(2)
(1)
(3)
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STAFF ELEMENT: HUMINT BRANCH (Page 2y

'CATEGORY . PﬁOJECT DESCRIPTION : - : EST MANHOURS

Group 3 . 9.4, 9.5 Coordinate Community HUMINT Programs, . ; 600 (3)
. . Maintain Liaison X

Group 4 9.5 Develop, ‘Manage and Conduct Cbmmunity: ) 400 (3)
: Orientation/Briefing/Seminar/Liaison
Programs for HUMINT Collectors .

9.2 Develop Doctrine, Training for HUMINT, 270 (3)
’ Collection Skills, Prepare R&D, etc. '
e+ e e Cdnsolidatioﬁféf'Trainihg/Schoolihg o 200 (2}~

Field Visits® . \ B 0 (3)

Sub-Total ' 5890

Staff Management.; .
& Admin Sub-Total: 350
TOTAL 6240

" professionals included:

25X1
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16 September 1975

NOTES ON STAFF REORGANIZATION

I l

A, WHY REORGANIZE?

As a generalization, the best reason for any institu-
tlonal reorganization is to accommodate change--a recognition
on the part of the management that the present organizational
Structure 1s not meetlng current demands and is even less
likely to meet future conditions.

The Intelligence Community Staff is the DCI's primary
staff for the management of the Community. In a real sense,
1t was fathered by the Presidential Memorandum of November
1971. In the intervenlng four years, the IC Staff has had
four D/DCI/ICs and has served three DCIs. All of this is
stated only to illustrate the dynamic conditions under which
the Staff had to organize and adjust to its role in the
Community.

The future 1s not 1likely to be less dynamic, considering
the recommendations of the Rockefeller and Murphy Commissions,
the activities of the House and Senate Select Committees,
the Presidential election next year, and the likelihood of
new legislation and/or Presidential orders during the next
two years.

The present IC Staff structure predated the organization
of NIOs, KIQs, KEP, Community planning, and a great deal of
history that has had a sizeable impact in terms of the
demands made upon it. The four preceding years have been a
development and learning period as well as a doing period.
However, as an executive staff, the primary broblem of ICS
has been one of bullding a set of baslc corporate tools and
developing a single unified staff concept for theilr use.

We are a long way from the above goal. However, many
of the tools have been 1dentified, some have been developed
and tested 1In their early iterations, and still others have
only been conceptually identified.

E2 IMPDET
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Up until the present time, the key developmental institu-
tion of the IC Staff has clearly been MPRRD. In this sense,
1t has not only had to bear the load of doing and responding
to the day-to-day demands, it has also been in the forefront
of building. Thils is not a reflection upon the role or
output of CPAD and PRD. The latter two divisions have also
played an important role. However, by the nature of its
activities, MPRRD was obliged to play the primary role. As
a result, it is not surprising that as the needs of a unified
staff were ldentified, more activities tended to be administered
in an ad hoc manner. Our man hours for self-management
reflect this condition. The current condition of CPAD,
which is in fact seeking a new definition of its role and
tasks, 1s also a reflection of this condition. Serious
questions can be ralised with respect to the widening scope
of PRD activities and the amount of IC Staff man hours
devoted to the RONI relative to other projects and demands.

Our acquired knowledge of our corporate staff problem,
our current condition, and our expectations for the future
indicate that we can no longer afford to operate without a
basic 3taff plan--one in which the tools are as clearly
identified as possible and the basic Staff components are
interrelated in a mutually-reinforcing work program with
explicitly defined principal and collateral action responsi-
bilities.

These are the reasons why IC Staff needs to reorganize
and why the attached reorganization plan of the primary
Staff Divisions takes on the form that it does.

B. A PROPOSED REORGANIZATION

A proposed reorganization of the IC Staff suggests
three basic Staff Offices; Planning, Resources and Programming,
and Performance Evaluation.

The primary purpose of the reorganization is the
development of a unified and mutually reinforcing Staff
program which best supports the DCI in his role as Community
manager and principal advilisor to the President and NSC on
natlonal intelligence matters.

The accomplishment of such a program ls dependent upon
the continued development and interrelated use of certain

basic tools and documentation. At the apex of the structure

Approved For Release 2004/03/1 %EGREPPSOMM 133A000600190011-1
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are the current objectives and the related Key Intelligence
Questions; the mid-term ObJectives, expressed in terms of
the mid-term perspectives and intelligence prilorities of
DCID 1/2; and the long-range perspectives and estimates
(currently under development in IC Plans).

In the logic of the planning and programming cycle,
planning precedes programmlng, and performance evaluation
supports both functions; first, in its analysis of the
experienced performance of current capabilities, and,
second, in 1ts analysis of projected or planned capabilities.
Thils interrelated cyclical continuum 1s what is meant by
"unified and mutually reinforcing."

The planning function allows the corporate manager to
determine Community direction and strategy. Without meaningfu!
planning, the DCI tends to react to programming actions and
issues established by his individual program managers.

One consequence of the unified approach 1is clear.
Performance evaluation must be generated primarily in the
planning and programming context. The difficult task in any
unified staff program is to make each actlon taken in support
of the individual office primary mission meaningful in terms
of corporate strategy and program. This 1is particularly
true in the case of the pivotal function of performance
evaluation, since 1t is not an end in itself but essentially
supports national planning and programming outputs. However,
equally difficult for the Programming and Planning offices,
whose activitiles tend to be more fixed in terms of producing
cycllcal outputs, 1s the realization that their brimary
substantive responses are mainly dependent upon what Performance
Evaluation produces. This type of "mutually reinforcing"
activity has been almost completely absent in past IC
activities.

C. ON THE RELATIVE SIZE OF STAFF OFFICES

It is axiomatic that the strength of a staff's offilce
be commensurate with its mission and workload. Unfortunately
there is strong empirical evidence which suggests that the
status of office leaders in a peer group tends to depend
upon equivalence 1n divisional manpower. This latter
instance can and must be overcome in the reorganlized IC
Staff. At Tab A is a statement of mission and responsibili-
ties of each of the ICS Offices, on which the following
comments are based:

Approved For Release 2004/03ISEGHET(DP80MO1 133A000600190011-1



Approved For Release 2004/03/16 : &MOMM 133A000600190011-1

Plans

The Office of Plans will tend to have the fewest pro-
fessionals. One professional is required to monitor each of
the functional plans; each of these professionals will also
be required to develop one of the groupings 1n the integrated
plan, e.g., current capabllities, mid-term, and long-range.
An additional professional will be assigned to the Natlonal/
Tactical Interface problem. One of the office professionals
can also serve as Deputy to the Director, Office of Plans.

Resources and Programming

The Office of Resources and Programming will tend to
have a lesser number of professionals than the current
MPRRD, to handle primarlly the tools and products it has
already developed mlnus its current evaluation functions.
The HUMINT Branch should become the permanent staff of the
Human Sources Committee.

Performance Evaluation

As the primary supporting office, the Performance
Evaluation Division should tend to have the largest number
of professionals. Its primary evaluation activities should
evolve around the KEP in support of programming and evaluation
of current capabilities, a planning evaluation program in
support of plans (yet to be developed), the activities in
support of crisis and warning mechanisms, and evaluations in
support of the production function. PE personnel will come
from functions currently being handled in MPRRD, CPAD, and
PRD.

Coordination

The Coordination Staff manpower, under the Chief of
Staff, will tend to remain relatively stable, although some
increase may be needed if it 1s to carry the increased role
demanded by the unified staff program. On the other hand,
some of 1ts functions can also be transferred to the Plans
or Resources and Programming Offices.

4
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D. ON THE ACTION OFFICER SYSTEM

The action officer system is a method of handling
executive staff actions (both steady state and ad hoe) which
is designed to affix responsibility to individuals as well
as organizations and assure that communication within an
executlve staff is optimized. The Office of the Secretary
of Defense relies heavily upon this system. As with any
other executive systems, 1ts successful operation is dependent
upon a certain amount of system discipline or, to put it
another way, someone to see that the game is beling played

according to the rules. However, once the system is established,

like many others, it tends to be self-policing, since the
status of the players 1s involved if infractions occur.

The action officer system assumes that there is some
mechanism for the assignment of staff actions. The assign-
ment mechanism 1ls the staff method for determining who the
primary action officer and collateral action officers are.

The mechanism should be fairly explicit, especlally with
respect to priority steady-state functions such as can be
noted in the Primary Mission statements in the IC organization
chart following this section. There will always be some
questions with regard to action assignment, particularly on

ad hoc actions. However, here agaln there must be a mechanism
in the front office to determine action assignments--this

can be done at a morning staff meeting or it can be the
specific responsilblity of the Chief of Staff, Executive
Officer or the Specilal Assistant. The important point again
is to affix responsibility for the initial assignment with

an explicit set of rules which provides the framework for
assignment, actlon procedures, and action sign-off.

To the outsider (and even to some insiders), it might
appear that IC Staff now operates under an action officer
system. However, the difference between having action
officers and having an action officer system i1s the difference
between undisciplined and discipline#d, shared fixed responsi-
bility vs single individual component responsibility, full
communication vs limited communication.

How do we build such a system? The first step is to
review the current assignment system and reorganlze it to
ensure someone 1s specifically responsible. There should be
a set of explicit rules to the game, and everyone on the
Staff should know what they are.

Ul
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The second step is to make sure every priority action
(steady state or ad hoc) has an IC Office deslgnated as
specific collateral action officer when primary action 1is
not assigned. Also make sure that the collateral actilon
officer gets the message.

The third step is to formalize the procedure for action
sign-off. This 1s where most actlon officer systems break
down and lose thelr effectiveness. The formalized action
sign-off 1s not just there to let the boss know that the
collateral action officer has seen the action product. It
is there to assure the boss that: (a) the collateral
action officer agrees with the product or his dissenting
views are present and identified, (b) someone besides the
primary action officer/component has had a hand in the
action, e.g., actions are belng work-shared, and (c) who
specifically is responsible.

The fourth step is the most important one of all to
some students of management. The front office should feed
back to the primary and collateral action officers a copy of
the final action as it leaves the staff, e.g., to make sure
the action officers know what the final decislon was on the
action. If this step 1s not. formalized, more than the
effectiveness of the action officer system 1s at stake. Mr.
McNamara felt so strongly about this that he formalized the
sign-off of action components on all of his decisions.

There is a tendency for primary action officers to
dominate actions and a corresponding tendency for offlce
chiefs to give inadequate attention to thelr collateral
action officer assignments. There is only one way around
this one. The boss must make it known fthat collateral
action officers and offices are equally responsible for
action entering his office, e.g., the next time an action 1is
not to the Chief's liking, he should call in ALL the action
officers and their office chiefs and give them the message.

E. ON AD HOC ACTIONS

The formal or steady state planning, programming, and
evaluation activities of the staff will always be interrupted
by ad hoc actions and current crises. Each ad hoc action
should be examined to determlne its relatlonship, possible
meaning, and impact on the corporate program and strategy.
This "immediate" type of analysis should be assigned on a

Approved For Release 2004/03/1 GSEE(RETPSOMM 133A000600190011-1
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"respond as appropriate" basis, probably to all offices with
a response to the Chief of Staff and communication through
the staff meeting.

One great problem with ad hoc actions is that there is
a tendency to make them the immediate focal point of staff
activity rather than to place them in perspective, There is
also a tendency on the part of those who receive the primary
actlon responsibility for ad hoc actions to develop activities
which are 1ndependent of other office activities and the
overall staff program. How can we guard agalnst this?

The Community can kill IC Staff effectiveness most
swiftly by Jjust sending us mail and asking for our comments.
We must not turn every paper of this sort into an ad hoc
actlon. It is clear that we need an ad hoc "watchdog"
somewhere and a sympathetic ear for every staff man's question
as to "why we are answering this particular mail?" This 1s
certalinly the job of every primary and collateral action
officer. However, 1t requlres a specific focal point of
responslbility in the front office.

Approved For Release 2004/03ISFWDP80M01 133A000600190011-1
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Office of Plans

I. Primary Mission

A, To support the DCI by maintaining a National
Foreign Intelligence Planning System.

B. To participate with OMB, and as appropriate DOD,
State, and CIA in the preparation of the National
Foreign Intelligence Planning System and its output.

C. To integrate and coordinate planning as appropriate
with the support of USIB/IRAC Committees and other
IC Staff elements.

II. Principal IC Action Responsibilities

A. Develop and prepare a National Foreign Intelligence
Plan and coordinate and integrate designated
functional plans as appropriate.

B. Prepare and further develop the DCI's Mid-Term
Priorities as presently presented in DCID 1/2
supplement.

C. Develop and prepare DCI guidance to the NFIP for
long-range estimates and perspectives (ten yecars
beyond the mid-term period).

D. Serve as the DCI's representative on actions related
to the National-Tactical interface problem and
studies.

III. Collateral Action Responsibilities

A. Support and review preparation of the NFIBR and
IC Staff support to Congressional Committees.

B. Support performance evaluations of current
capabilities and review overall National Forecign
Intelligence Performance preparations.

C. Review and comment, as appropriate, on all ad hoc
performance evaluations.
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w Qffice of Resource and Programming

I. Primary Mission

A,

To support the DCI by maintaining a National
Foreign Intelligence Programming System and
Resource Review Cycle,

To participate with OMB, and as appropriate DOD,
State, CIA, and other interested agencies in the
preparation of fiscal guidance for intelligence
programs.

To integrate National Foreign Intelligence planning
and performance evaluations, as appropriate, in

the National Foreign Intelligence Program and
reporting.

IT. Principal IC Action Responsibilities

A.

Prepare the NFIPR presenting the DCI recommendations
with respect to (a) resources required for the tasks
facing US intelligence, (b) evaluation of National
Foreign Intelligence output against proposed
resources, (c) DCI planning and strategic guidance
related to programming and budgeting, and (d) issues
meriting Presidential attention.

Prepare and coordinate IC Staff support to the DCI
in presenting his planning, programming, and
budgeting to appropriate Congressional Committees.

Manage and operate the Consolidated Intellicsence
Resources Information System (CIRIS)

Provide direct assistance to the DCI in IRAC
meetings; chair IRAC Working Group.

ITI. Collateral Action Responsibilities

A,

Support as needed Current Capabilities Planning
and review of all National Foreign Intelligence
Planning.

Support as needed Performance Evaluations of
Current Capabilities and review all National
Foreign Intelligence Performance Evaluations.

Review and comment, as appropriate, on all ad hod
performance evaluations.
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= Office of Performance Bvalnation

I. Primary Mission

A. To support the DCI by developing and maintaining
a National Foreign Intelligence performance
evaluation system.

B. To develop and establish a Community performance
evaluation sub-system in support of National
Foreign Intelligence programming -- one which
deals with the experienced performance of current
capabilities of intelligence activities as they
relate to substantive objectives, especially as
stated in the Key Intelligence Questions.

C. To develop and establish a Community performance
evaluation sub-system in support of National
Foreign Intelligence planning -- one which deals with
expected performance evaluation of planned intelli-
gence activities as they relate to substantive
priorities in the mid-term plan and long-range
perspectives,

D. To develop and perform such ad hoc performance
- evaluations related to intelligence activities as
may be needed to support the DCI -- especially
related to Crisis Response and Post Mortems.

II. Principal IC Action Responsibilities

A. The development and preparation of all National
Foreign Intelligence performance evaluations --
especially with respect to the Key Intelligence
Question Evaluation Program (KEP) and the National
Foreign Intelligence Planning Issues Evaluation
Program (PEP).

B. All IC Staff matters related to KIQs and KEP.

C. All IC Staff matters related to Crisis Response
and Post Mortems.

D. Production of the Review of National Intelligence
(RONI) as required.

E. Technical support to performance evaluations,
programming and plans.
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ITI. Collateral Action Responsibilities

A. Support as needed in preparation of the NFIPR and
IC Staff support to Congressional Committees.

B. Suppor? as needed in review on National Foreign
Intelligence Plan. '
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Coordination Staff

I. Primary Mission

A. To develop and Prepare such documentation in support
of the Director of Central Intelligence in his role as
leader of the Intelligence Community which does not
fall within the assigned missions of the other Intelligence
Community Staff divisions.

B. To provide the DCI interface with Congressional and
other investigative bodies on Community aspects of U. S.
foreign intelligence activities.

C. To coordinate, or assure coordination, and review major
Intelligence Community Staff activities involving more than

one division of the ICS.

II. Principal Action Responsibilities

A. Prepare the annual DCI report to the President and
to the PFIAB.

B. Revise NSCIDs and DCIDs as appropriate.

C. Provide staff support to the DCI in his relations with
the PFIAB.

D. Draft and coordinate DCI letters of instruction to the
USIB Committee chairmen.

E. Prepare documentation on Intelligence Community
matters for DCI presentation to the Congress, to the
PFIAB and to other audiences as appropriate.

F. Represent the DCI on Community aspects of support to
Congressional Select Committee . investigating the
activities of the Intelligence Community.
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Coordinate, and review as appropriate, the major
documentary output of the Intelligence Community
Staff, including DCI guidance papers to the Community,

program and performance evaluations, and external
presentations.

III. Collateral Action Responsibilities

A. Support as needed the preparation of the NFIPR.

B. Support as needed the preparation of National Foreign

Intelligence Plans.

C. Support as needed the preparation of Performance

Evaluations.
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Office of the D/DCI/IC

USIB/IRAC ELEMENTS
secretariat

SIGTNT Committee

CHIEF OF STAFF

Inforaation Handling Comnittee
Security Committee

Human Sources Commit
Tinclade HOINT Branch)

TRAC/IRED Council
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Principal IC Action Responsibilities

A. The development and preparation of all National
Foreign Intelligence performance evaluation
copecially withorespect to the Key Inteliigence
Question Evaluation Prozren (i) and the Nationsl
Foreign Intelligence Planning lssues Evaluation N
Progran (PEP)

Manage and operate the Consolidated Intelligence
Resources Information System (CIRIS)

Provide direct assistance to the DCI in IRAC
meetings; chair IRAC Working Group.

B. A1 IC Staff matters related to KIQs and KEP. {11, Collatersl Action Responsibilities
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111, Collateral Action Responsihilities

A. Support as needed in preparation of the NFiPR and
C Staff support to Congressional Committees.

B. Support as meeded in review on National Foreign
Intelligence Plan.

OFFICE OF PLANS

Ioopr

oy Nissic
To support the DCI by maintaining a Natjonal
Foreign Intclligence Planning System.

5. Io partictpate with OMD, und as sppropriste 20D
State, an in the preparation of the Kational
Foreign Intelligence Planning System and its output.

C. To integrate and coordinate plamning as appropriate
with the support of USTB/IRAC Committees and other
1C Staff elements.

I1. Principal IC Action R bilities

A. Develop and prepare & National Foreign Intelligence
Plan and coordinate and integrate designated
fancionai plans as appropriste.

B. Prepare and further develop the DCI's Mid-Term
Priorities as presently presented in DCID 1/2
supplenent.

€. Develop and prepare DCI guidance to the NFIP for
long-range estimates sad perspectives (ten years

beyond the mid-term perio

D. Serve as the DCI's representative on actions related
to the National-Tactical interface problem and
studies.

II1. Collateral Action Responsibilities

A. Support and teview preparation of the NFIBR and
IC Staff support to Congressional Committees.

B. Support performancc evaluations of current
capabilities and review overall National Foreign
Intelligence Performance preparations

€. Review and comment, as appropriate, on all ad hoc
performance evaiuation

COORDINATION STAFF

T. Primary Miesion

A. Te develop and prepare such docomentation in support
of the Director of Central Intelligence in his role as
leader of the Intelligence Community which does not
fall within the assigned missions of the other Intelligence
Community Staff divisions.

B. To provide the DCL interface with Congressional and
other investigative bodies on Community aspects of U, S,
foreign intelligence activities.

C. To coordinate, or ansure coordination, and review major

Intelligence Commumly Statf activities ipvolving more than
one division of the I

IL Principa) Action Responsibilities

A. Prepare the annual DCI report to the President and
to the PFIAE,

B. Revise NSCIDs and DCIDs as appropriate.

G. Provide staif support to the DCI in his relations with
the PFIAB.

5]

Draft and coordinate DCI letters of instruction to the
USIB Committec chairmen.

E. Prepare documentation on Intelligonce Community
matters for DCI presentation to the Gongress, to the
PFIAB and to other audiences as appropriate.

F. Kepresent the DCI on Community aspects of support to
Gongressional Select Committee mv:st\gatmg the
activities of the Intelligence Gommunity

Goordinate, and review s appropriate, the major
output of the

Staff, including DCX guidance papers to the Comemunity,

program and performance evaluations, and external

presentations.

o

atersl Aution Reaporsibilities
A, Support as needed the preparation of the NFIPR,

B. Support as needed the preparation of National Foreign
Intelligence Plans.

£ Suppact ss mesded 1tr nre
Evaluations.
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